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McAnally and Downs expressed concern about the recent high turnover rate in this position and predicted that if the trend continued, the average span of service for directors might drop to only 5 or 6 years. As librarians enter the 1990s, it seems appropriate to reexamine the tenure and other characteristics of directors of large research libraries. Are many directors leaving their positions to retire early or to go into teaching or other fields, as Anne Woodsworth recently suggested? 2 Have the reasons for leaving the directorship or the age and educational backgrounds of directors changed over the years? What changes, if any, have occurred in the characteristics of library directors in light of the increasing number of females assuming top positions? What, if any, new trends can be predicted for the 1990s?
LITERATURE REVIEW
There has been a fair amount of research about the characteristics of research library directors during the last half-century. William L. Cohn studied 254 U.S. Association of Research Library (ARL) directors covering the period 1933 to 1973. 3 Of the 7 4 ARL libraries in 1973, 34 ( 46%) had named a new director in the previous 4 years. Although there had been a large increase in the number of library doctorates awarded, this trend was not reflected among the ARL directors, whose most common highest degree was the M.L.S. In the period 1933 to 1973, 54% of the directors died in office or retired; 14% went into teaching.
Jerry L. Parsons contrasted the characteristics of directors of U.S. ARL libraries for the years 1958 and 1973. 4 He found that there was not a trend toward younger directors: the average age in 1953 was 51 years, while the average age in 1973 was 53 years. There were no women In 1958, the majority of the directors had been promoted from within. In contrast, the majority of the 1973 directors were recruited from other institutions. Parsons also found that the tenure of ARL directors appeared to be developing into a short-term assignment. In 1958, the average tenure of a director was more than 8 years, with a median of 9 years. In 1973, the average tenure of the directors was less than 8 years with a median of only 5 years.
In a letter to the editor of College & Research Libraries Louis Kaplan provided historical data on ARL directors who withdrew from administration before age 65. 5 The percentage of those who left administration increased from 10% to 20% in the 1926-1942 period to 26% in [1968] [1969] [1970] [1971] [1972] [1973] [1974] [1975] . Kaplan thought the reason that more directors left between 1968-1975 was because of the decline in fiscal support that began to be felt in 1967.
Janice Fennell, noting that librarianship is 84% female, studied 11 female directors of large academic libraries in 1978 to develop a composite career profile. 6 She concluded that if a woman becomes director of a large academic library in the United States, she is likely to be middle-aged (an average age of 48), married with no children, and from a middle-class background. The profile indicated that ~he typical female director possesses no higher than a master's degree; however, she is interested in both formal and informal continuing education. The profile also indicated that the female director has held her current position for less than 10 years and entered the position directly from another administrative position.
Ronald 9 She indicated that the situation regarding the tenure of library directors has not changed. In the past 3 or 4 years, more than half of the U.S. ARL libraries have seen a change in directors. The turnover predicted by McAnally and Downs seems to have become the norm. Woodsworth perceived that while some of the attrition is normal, human factors contribute to a search for career alternatives. These factors include boredom, reaching a structural plateau in jobs, lack of stability in the university administration, and overwork. The current tempo and demands on the director's job will not change soon, Woodsworth asserted, and the onus is on the individual library director . to develop alternative career paths and escape routes. Woods worth's article and conclusions inspired us to examine trends in contemporary ARL university library directorships and to analyze the changes among the group over a 20-year period (1970 to 1989).
.
Purpose and Methodology
No attempt was made to analyze the directorship of an institution before the library became an ARL member; therefore, the population of this study ranged from 75 university libraries in 1970 to 107 in 1989. One library, which was an ARL member in 1970 but not 1989, was excluded from the study. Statistical data on the number of volumes, volumes added, materials expenditures, total expenditures, and number of staff for each library were extracted from the annual ARL Statistics.
Throughout this study, the title "director" is used to denote the top executive of an ARL library, regardless of the exact title. The latest ARL membership list was used to locate the name of the current director. 10 Acting directors were excluded from this study; Canadian ARL library directors were included. Biographical directories were used to locate information about the date of appointment, previous position, and reason for leavingY Directors who stepped down at age 60 were classified as retired if no other reason could be located. In order to check the trends noted by previous researchers for directors in the beginning of 1970, the beginning of 1979, and the end of 1989, a further search was made in biographical directories to locate information on age and highest degree held. ARL' s Newsletter and issues of College & Research Libraries News were examined for announcements of retirements, recent position changes, and months of appointment for newly hired directorsY The American Library Directory was also ARL Directors 243 used to verify the names of directors and years of service. The gender of the director was considered the critical variable for analysis, and our personal knowledge was used to complete gender information not located elsewhere. Every effort was made to locate missing information for other variables. However, when we could not locate the director's age or other information in published sources, we did no personal follow-up to the individual or the director's library to supply the data. Uncollected data were treated as missing for all statistical analyses. The available data collected were coded, keyboarded, verified, and analyzed using the Statistical Package for the Social Sciences for personal computers (SPSS/PC+).
FINDINGS: THE DIRECTORS Gender and Area
We began by looking at the distribution · of directors by gender in seven geographical areas, as displayed in table 1. 13 Of the 1,798 cases we observed, 1,538 (85.5%) represented libraries with a male director, and 260 (14.5%) represented libraries with a female director. Table 1 shows that male and female directors were fairly evenly distributed by geographic areas, ranging from a high of 23.8% in the Midwest for male directors to a high of 27.7% in the East for female directors. Major findings will be presented by years and gender for ARL directors. Because the Canadian ARL directors proved to be not significantly different from other areas on the key variable of gender, data on Canadian ARL libraries were analyzed along with data from the U.S. ARL libraries. Interesting characteristics peculiar to Canadian directors are reported as appropriate.
Position Titles
Although we have considered each top executive to be a director, we also were interested in changes in official titles used, as these might provide clues about the changing role or perception of libraries and librarians on research university campuses. Although the use of the title "director" has declined from 
Gender Issues
No contemporary discussion of the characteristics of ARL directors can fail to focus on the changes resulting from an increased number of female top executives in many professions and industries. Our analysis reveals that there has, indeed, been a significant increase in the number of female ARL directors, from none in 1970 to 32 (31.7% of the 101 permanent directors) in 1989. Are any observable patterns attributed to this change?
Replacements. Recently, a colleague remarked in passing that it appeared that male directors are being replaced by females, and female directors are being replaced by males. We took up the challenge of verifying this casual observation and examined the rate of turnover Table 2 displays the gender of the newly hired director and the gender of the director replaced by the new hire, classified by time periods in 5-year intervals. The number of replacements has increased slightly over the past 20 years, from 45 in 1970-1974 to 50 in [1985] [1986] [1987] [1988] [1989] . Some may interpret these data to justify the contention that turnover is accelerating. However, we do not think that a growth from an average of 9 per year to 10 per year over a 20-year period represents a significant increase. Time will tell if this is the start of a general trend. Table 2 shows interesting data about the genders of new hires and the incumbents they replaced. directors. The data tend to indicate that a female applicant has a better chance of being offered a position in an institution that previously had been directed by a male than by an institution that had a female director. Male applicants appear to have an equal chance of replacing a male or a female.
The data indicate that a female applicant has a better chance of being offered a position in an institution that had previously been directed by a male than one that had a female director.
Tenure. We also looked at the tenure of each individual who stepped down from the directorship. In the period 1970 to 1974, the average years of service for the male directors who left their positions were 12.8 years; there were no female directors replaced during that time period. From 1975 to 1979, the average years of service for male directors leaving their positions was 10.3 years; female directors being replaced had served an average of 4 years. During 1980 to 1984, the average years of service for replaced directors were as follows: male directors, 10.2 and female directors, 5.8. There continued to be a significant difference between the tenure of departing male and female directors in 1985 to 1989, when departing male directors averaged 11.7 years of service in contrast to replaced female directors, who averaged 6.5 years of service. The average tenure of the directors who left their positions has de- Table 3 details the tenure of incumbent directors for 1970 through 1989 in 5-year intervals. Three ARL libraries were under the leadership of the same male director for the entire 20-year period covered by this study. Because female directors are newer to directorships as a group, it was expected that they would average fewer years in their positions. The 11 female directors observed in 1979 had an average of 4 years in their positions. By 1989, the average number of years for 30 female directors had increased to 5.2 years. Male directors have shown a decline in the number of years in the position, from 10.3 years in 1970 to 8 years in 1989. The average tenure for all incumbents in 1989 was 7.1 years. The inclusion of Canadian directors in this study had little influence on the tenure variable. When Canadian librarians were excluded, the average tenure fell by only .01 %. The results of this study show that the male directors, at least, exceed the average 5 or 6 years of service that McAnally and Downs predicted, although it must be noted that the trend appears to be toward shorter tenures. 15 The difference between the average tenure of replaced directors and the tenure of the incumbents indicates that directors are staying in their positions for shorter lengths of time.
Turnover. In 1989, 10 positions, or 9.3% of the 107 directorships, were vacated. To put this into perspective, we looked at similar data in another profession. Turnover rates among ARL directorships compare favorably with a recently reported study that showed the average turnover rate for the chief executive officers of Utah hospitals to be 16.6%. 16 A fruitful area for future study is how the turnover rate and the reasons for turnover compare between library executives and executives in other fields. Richard B. Dwore and Bruce P. Murray found that a minority of turnovers were due to involuntary reasonsY The highest percentage of turnovers (44%) were attributable to voluntary reasons, such as promotion. Glenn M. McEvoy and Wayne F. Cascio also found evidence that turnover is lower among good performers. 18 Reasons for ARL directors leaving will be discussed below.
Reasons for Departing
Why do directors leave their posts? Has this changed over time? Do career patterns include movement from one ARL director-. ship to another? Table 4 These large percentages may reflect the fact that directors are looking for opportunities to direct libraries with greater resources or in different settings, or to revitalize themselves while staying within a directorship, or to compensate for the lack of alternative positions within their institutions. Although upward mobility beyond the directorship is uncommon, some individuals do find career opportunities in their own institutions. In 1970 to 197 4, no director left to accept another position in the same institution or library, and only one accepted a nonlibrary, nonuniversity position elsewhere. By 1985 to 1989, 16% of the male directors who left during that period, in fact, accepted other positions in their own institutions. Also, the number who leave for nonlibrary, nonuniversity positions is increasing. These nonlibrary positions included such posts as the executive director of a government entity and the presidency of a private, nonprofit organization. In 1985--1989,4% of the male directors and 28.6% of the female directors moved into nonlibrary positions.
In the period 1970-197 4, the highest number of observations where a reason for leaving was known (44 male directors) was observed. No female director, for whom we could identify a reason for leaving, departed from a permanent directorship during this In contrast, only 9.1% of the female directors held a directorship in a non-ARL library before their present positions. The most frequent sources of female directors appear to be positions at the same ARL institution and associate directorships at other ARL libraries. This is consistent with the recent emergence of female directors in the field. However, increasing numbers of them are changing positions, and 18.2% of the female directorships assumed in 1985--1989 were by persons already directing ARL libraries. This is much higher than the proportion of male directors moving among ARLdirectorships (10.7%). In 1985--1989, no male directors, but 13 .6% of the new female · directors, came from acting directorships of other ARL libraries. Three acting female directors in the East assumed permanent positions in the South. All three previously had been associate directors in the institutions that had acting directorships. Cohn indicated that despite the fact that mobility is often the key to success, females could reach the directorship only by "staying put and 'proving' their abilities to those making appointments."
2° Fortunately, it appears that other career paths have opened up for female directors since Cohn made his observations in 1976.
Highest Degree
Many advertisements for library directors indicate a preference for doctoral-level training. Has this requirement resulted in the current directors holding higher degrees than previous directors? The doc-toral degree in library science or a subject field was the highest degree held by 38.3% of the directors in 1989 (43.3% of the male directors and 25.9% of the female directors). The possession of a library science or subject doctorate has declined from 43.9% held by male directors in 1970. As this decline indicates, male directors are generally more likely than female directors to hold the doctorate. Over the past 20 years, males were also more likely to hold a second master's degree (see table 6 ). However, by 1989, the numbers for male and female directors were virtually the same (22%). There has been a decline in directors who hold only the bachelor of library science, from 6 .1% of the male directors in 1970 to 3% in 1989.
Wong and Zubatsky studied degrees, but did not specify the highest degree. 21 Karr, who studied highest degree held, but did not distinguish between the degrees held by male and female directors, found that most directors obtained additional academic degrees and that the proportion of doctorates fell from nearly half in 1966 to one-third in 1981. 22 The second master's degree had apparently become an acceptable substitute for the doctorate. Those results are consistent with the results of our study. Karr also found that, in 1966, 15% of all directors lacked library degrees, but that by 1981 all directors were graduates of a library program.
23 However, our data show that this trend has not continued. As indicated in table 6, in 1970, 6 .1% of the directors had a Ph.D. and no M.L.S., and 3% had a subject master's degree and no library credentials. By 1989, the percentages had not changed appreciably. Of the male directors, one (1.5%) had the subject master's and no library education credentials; 7.5% had a subject Ph.D. and no M.L.S. Of the female directors in 1989, one (3.7%) had the subject master's degree and no M.L.S. Apparently, those making the appointments in ARL research university libraries still do not consider it imperative that candidates have library science educational credentials.
Age
The average age of male directors has remained fairly consistent: 54 While the difference in ages between male and female directors was signifi~ant, the results should be viewed with some caution. Some current biographical directories do not list ages, and we could not locate the birth dates of many of the newer directors (both male and female). We think that the actual ages are probably somewhat younger than those found, even though the results of this study are consistent with the results of previous studies. For example, we could locate ages for only 86 of the 101 permanent directors in 1989. Of the remaining 15 directors, 6 were females and 3 were males, whom we believe are in their 40s.
FINDINGS: THE LIBRARIES
In 1970, the 75 ARL libraries included in this study contained a total of 136 million volumes, with an average of 1.8 million volumes and 242 staff per library. By 1989, the membership had grown to 107libraries. The 106libraries that completed the 1989 ARL statistics survey held 295 million volumes, with an average of 2.8 million volumes and 322 staff per library. During the tremendous growth of the past two decades, have changes in library size affected the relationship between library directors and libraries?
This study collected selected descriptive statistics about ARL libraries-statistics that might also relate to the characteristics of the library directors. The statistics included the number of volumes in the collection, gross number of volumes added to the collection, materials and binding expenditures, and total operating expenditures. Two additional variables were calculated on materials and binding expenditures and on total operating expenditures. These variables showed the increase in expenditures from the previous year so that percentage increases in expenditures could be separately analyzed. We thought that these change variables were likely to be the descriptive variables first influenced by a change in directors.
For 1989 and the population as a whole, no significant differences were found for the various descriptive statistics analyzed by the geographic areas classified for this study. For example, in 1989, the average number of volumes in the libraries ranged as follows: 3.3 million, East; 2.9 million, Mid-Atlantic; 2.3 million, South; 3.2 million, Midwest; 3 million, Pacific Coast; 2.2 million, Canada; and 2.1 million, West (Mountain Standard Time).
While there were some differences among the descriptive variables and gender, these were slight. Table 7 shows the average descriptive statistics by gender for 1989. The 70 male directors controlled a slightly higher average number of volumes, volumes added, and total expenditures than the 30 female directors. Female directors in 1989 had control over a slightly Female directors have increased their control over resources in the past two decades.
Although the male directors generally control larger resources than their female counterparts, the differences are slight, and female .directors have increased their control over resources in the past two decades as indicated by the selected descriptive statistics. In fact, male and female directors were fairly well matched in 1989 on two important variables: volumes in the collection and total expenditures. Libraries with more than 3 million volumes in 1989 were controlled by 27.1% of the male directors and 23.3% of the female directors. Fifty percent of the male directors controlled libraries with more than $10 million in expenditures; 53.3% of the female directors' libraries had more than $10 million in expenditures. Those figures indicate that there has been considerable progress for female directors since 1970, when they were not even represented among ARL directors. Table 8 details the percentage change in materials expenditures and total expenditures related to a change in directorship by gender. When the percentage expenditure variables were controlled by gender and analyzed for a change or no change in directorship, the male directors' averages on the two percentage increase variables were lower if a new hire had occurred than the female directors'. When controlled for gender and new hires, the average percentage of change in total expenditures was 8.5% While there is some relationship between gender, materials expenditures, and tenure, other factors outside the scope of this study apparently account for the length of tenure of library directors. CONCLUSIONS In examining the data about ARL directors over the past two decades, it is apparent that the most significant change has been the large increase in the number of female directors. Their ranks have grown from a handful in the 1970s to nearly 30% of the total number of library directors in the late 1980s. Female directors are younger, have fewer years of service, and are not quite as educated as their male counterparts. Although there were no female ARL directors in 1970-and, in fact, very few during much of that decade-today, the resources controlled by both genders are fairly evenly matched. We find it most interesting that the average salary of female ARL directors now exceeds that of male ARL directors, and we also find it interesting that this fact has gone largely unnoticed. Therefore, even though there are still many fewer female than male directors, the data indicate that females have, by and large, achieved parity with their male counterparts, at least in terms of salaries and average resources controlled.
Expenditures
It is tempting to speculate about the apparently faster rise of females to ARL directorships and whether it has resulted from the influence of the women's movement, affirmative action pressures, qualitative differences in capabilities, or intense mentoring, to name only a few possible reasons. However, any conclusions we could draw at this point would be purely speculative and without basis in any solid research. We leave it to other researchers to investigate this complex yet important subject.
In the last five years, more than 50% of all new positions were filled by male directors replacing females or female directors replacing males. This interesting trend has implications for job hunters. We would expect this phenomenon to decrease and eventually disappear as more females are recognized to be viable candidates for directorships. We think it fair to predict that, judging from the last two decades, we will enter the twentyfirst century with more female directors than ever before.
Another important measure of parity will be that of average tenure. Our study is necessarily inconclusive on that point, primarily because female directors are still relatively new to their positions. Data in the future will be most interesting. Earlier studies, as well as at least one recent commentator, predicted that the average tenure of all directors would fall to about 5 or 6 years. Our study showed that, overall, the average tenure was 7.1 years in 1989. From 1985 to 1989, departing male directors logged an average of 11.7 years of service in contrast to departing female directors, who averaged 6.5 years of service. Turnover rates (i.e., the number of directorships vacated) during the four 5-year periods under study remained fairly constant.
Research libraries are growing ever more complex, and it appears as if they will be under increasingly strong financial pressures in the 1990s, as higher education tries to deal with declining enrollments and skyrocketing costs. Previous authors, however, have pointed to similar factors in the past as the basis for both their observations about shortened tenure and their predictions of even shorter terms of service. Putting this all in perspective, we expect that studies done toward the end of the next decade will not show a significant drop in the length of service of the average ARL director, male or female.
This study confirmed many findings . of previous studies of ARL directors. A typical director is still male, in his 50s,
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and with a doctorate degree. Before assuming his current directorship, he was likely an associate director at another ARL library. He probably will stay in an ARL directorship until he retires. But, among the emerging trends we identified is the growing tendency for ARL directors to move from one ARL directorship to another; therefore, the future typical director may end his career after stints as director of more than one ARL library.
We live in a society in which retirement ages are either increasing or becoming purely voluntary, and given that fact, we would ordinarily expect to see ARL directors retiring at later ages or after longer tenures. In much of the professional academic work force, administrators move among levels of responsibility for widely varying operations and frequently return to teaching positions well before the official end of their professional working lives, without stigmas of failure. Directors of ARL libraries, as Woodsworth pointed out, have very few and limited career options. Teaching is usually limited to persons with doctorates, and returning to such positions as reference librarian or cataloger is often impossible without a considerable amount of retraining and loss of face. Librarians are often perceived by universities to be inappropriate or unqualified for general administrative positions, and the number of nonprofit or nonlibrary institutions for which librarians are seen to be qualified is also very small. We frequently hear of directors who are burned out or who have become ineffective within their institutions. Yet, their options are indeed limited. Until the profession finds alternative career paths for ARL directors, we will continue to see them hanging on in their current positions (with average tenure rates remaining fairly stable or even increasing) or leaving the profession entirely. The first alternative leaves us with little opportunity to bring vitality and creativity to the leadership of our institutions. The second represents a major loss of talent and contributions to our libraries.
